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This report describes a proposal for designing and implementing a
comprehensive Management By Objectives (MBO) system in the Air !oreq
Institute of Technology (AFIT). The report includes three major
sections. In the first, basic MBO concepts are introduced and dis-
cussed. Particular attention is given to identifying the pitfalls
commonly encountered with MBO p ams. The second section of the
report describes a general blueprint for designing and installing a
comprehensive MBO system that is "custom fit® to the specific man~
agement needs of AFIT. The distinctive feature of this plan is a
conceptual framework which is derived from the mission statement
which defines associated key result areas. The framewvork also pro-
vides a basis for systematically defining performance criteria and
related standards and, subsequently, goals and objectives. The
third section of the report presents a general plan for Lwl.oauaﬁ
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INTRODUCTION

Purpose
This report presents a proposal for designing and installing

a comprehensive Management By Cbjectives (MEQ) system in the
Air Force Institute of Technology (AFIT). It has been pre~-
pared in response to a request from the Plans and Evaluation
Division, Directorate of Education Plans and Cperations
(AFIT/EDV). The principal motive for this proposal is an
interest expressed by the AFIT Commandant in developing a
comprehensive MBO system for AFIT which effectively supports
the 2ir University (AU) and Air Training Command (ATC) MBO
programs and which meets the objectives of those programs as
described in AUR 25-1, "Management By Objectives (MBO) Plan~
ning,"* and ATCP 25-4, "ATC Management By Cbjectives.”

Overview

This report is organized into three main sections. The first
provides a brief, but very important, introduction to the
general concept of MBO. This discussion highlichts both
potential advantages and pitfalls of implementing MBC. The
second section describes a general blueprint for designing
and installing a comprehensive MBO system that is "custom-
fit" to the specific management needs of AFIT. The distinc-
tive feature of this plan is a conceptual framework which is
derived frcm the mission statement and which defines associ-

ated key result areas. The framework alsc provides a basis

al=




for systematically defining performance criteria anc related
standards and, subsequently, goals and objectives. The
third section of the report presents a general plan for
implementing the recommended syste= throuchcut AFIT. In
addition, the report includes a bibliography of suggested
references on MBO, several examples of completed management

objective guides, and copies of ACR 25-1 and ATCP 25-4.

A final introductory note: It is important that vyou read
this report in the sequence in which it is presented. MNore
specifically, you should not skip over the first section on
basic MBO concepts under the assumption that vou are already
familiar with MBO or that you can infer its general thrust
from its labtel. The material presented in Sections II and
III has been developed under the assumption that you under-
stand and appreciate the concepts and philosophy presented

in Section 1I.
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SECTION I: MANAGEMENT BY OBJECTIVES - BASIC CONCEPTS

Background
MBO is perhaps the most widely applied...and misapplied...

general approach to management in use today. MBC programs
and systems have been installed in a variety of private and
public sector organizations ranging from ITT and IBM to the
Catholic Church and the Department of Defense. W¥Within the
Air Force, MBO programs have been implemented at command,
wing, base, and organizational levels, often under a variety
of labels and formats, e.g., Management By Pesults, Manage~
ment By Objectives and Results, and Performance Management.
MBO is more than a program which emphasizes the systematic
setting of guals and objectives and which focuses on the
achievement of verifiable results. It is a philosophy,

process, and general system of management.

The evolution of MBO spans a period of some 25 yvears. In
1954, Peter Drucker provided what was probably the first
definitive statement of the MBO process and philosophy.1
Drucker emphasized the importance of clearly and specifi-
cally identifying the fundamental purpose or mission of the
organization and those associated critical (functional)

areas in which effective performance and satisfactory

lbrucker. P.F., The Practice of Management, (New York:
Harper & Row, 1954)




results are necessary for accomplishing the basic mission.
Further, Drucker promoted the notion of an integrated
hierarchy of objectives based on, and supporting, the
organization's primary purpcse. Accoreiqy tc Drucker,
every manager is responsible for establishing objectives
for his/her department or unit, objectives which are defined
in terms of their contribution to the goals of the larger
system of which the organization is an element or constit-
uent subsystem. In turn, the cbjectives established at any
particular organizational level provide a framework and
direction for units subordinate to that level. To insure
that the objectives at each level are consistent with those
at higher levels, each manager also participates in devel-

oping the objectives of the next higher unit.

The notion of participative goal setting is also central to

the philosophy and process of MBO., Such participation makes
it possible for each manager to have some input to the
decision process which determines those objectives/results
for which he or she will subsequently be held accountable.
This participative feature, coupled with clearly defined
objectives, is presumed to lead to increased motivation and
commitment on the part of the individual manager. Couglas
McGregor and other distinguished behavioral scientiste nave
emphasized the importance of securing commitment throuch

the integration or linking of individual needs and desires
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with the goals/objectives of the organization.2 MBO pro-

vides a framework for systematically encouraging individ-
ual goals and objectives while, at the same time, rfurthering

the goals of the organization.

During the early stages of its application, MBQ programs
were rather narrowly focused on evaluating the performance
of managers. MBO's emphasis on participative goal setting, )
self-direction, and accountability for results was seen as

a more satisfactory approach than performance appraisals
based solely on a subjective assessment of various person-
ality traits, e.g., "competence," "job knowledge,"
"initiative," "creativity," "professionalism," and the like.
However, MBO programs that are directed exclusively at
performance appraisal tend to become increasingly less

effective if they do not move beyond that limited focus.

In the late 1960's, MBO programs assumed a broader perspec-
tive, incorporating the notions of integrated goal structures
and participative goal setting into the organizational plan-
ning and control processes. Objectives became tied to plans
and budgets and, as a result, MBO programs began to receive

more direct top management interest and involvement. Within

the past decade, MBO programs have emerged as total manage-

ment systems desigred to integrate and orchestrate all facets 1

»

2M:Gregor, D., "An Uneasy Look at Ferformance Appraisal,”
Harvard Business Review, (May-June 1957, pp 89-94).
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of managerial activity.

The MBO Process

The MBO process consists of three general and interrelated
phases:

(1) Goal Setting. The essence of MBC lies in estab-

lishing verifiable objectives that are (ultimately) derived
from a clear statement of the organization's mission and which
are linked to one another in an integrated hierarchical
structure. This goal structure provides a framework for
helping managers direct their attention and available
resources to those areas which are truly important to the
success of the organization. Conversely, it also helps
managers at all levels in the organization avoid wasting
their time, resources, and energy on problems and issues
which are marginal in significance and contribution to
meeting higher level goals and, ultimately, the basic

mission of the organization.

(2) Action Planning. Objectives set in the first phase

of the MBO process specify desired results or outcomes which
management views as critical to the success of the organiza-
tion. Ideally, these goals and objectives are not legislated
or directed down from on high, but rather are developed
through the interaction and joint deliberation of various
supervisor-sutordinate pairs at each level. The individual

responsible for a particular outcome then develcps a plan or
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strategy for achieving that cbjective, i.e., the individual
determines what resources are required and available and
how, when, where, and in what amount they should be allo~
cated to meet the objective. 1In short, the action plan

specifies the manner in which the goal will be accomplished.

(3) Implementation and Control. In the third phase,

the action plan is implemented and progress is monitored
(through information feedback) to insure timely corrective
action can be taken when required. Under MBO, the individual
responsible for a particular result has primary responsibility
for controlling progress toward accomplishment of that out-
come. While that responsibility is, to some lessor extent,
shared by the individual's supervisor, the success of MBO
depends, in part, on each person recognizing that he/she has
primary responsibility for accomplishing the task at hand.

In this situation, the role of the supervisor is perhaps
more one of a "coach" than a direction-giver in the bureau-

cratic sense.

To summarize, the MBO process can be generally characterized
by the following basic steps:

(1) Develop a clear and concise statement of the
organization's mission;

(2) Identify key result areas critical to successful
mission accomplishment;

(3) For each kev result area, identify performance

V=




criteria and associated standards by which the organization's
effectiveness and efficiency can be reriodically measured
and assessed;

(4) When periodic assessment identifies criteria for
which current performance is substandard, establish veri-
fiable goals/cbjectives to remedy the situation;

(5) For each goal/objective, formulate an action plan
designed to achieve the desired outcome within specified
time and resource constraints;

(6) Implement the action plan and when required, take
corrective action;

(7) Periodically evaluate the =2ffectiveness of subor-
dinates in setting verifiable goals, developing appropriate
action plans, and controlling the successful implementation
of the plan; and

(8) Implement appropriate management action to reinforce
successful performance by subordinates and improve less than
satisfactory performance.

These steps are not necessarily definitive, nor are they
strictly sequential. However, they do suggest the general

pattern of the MBO process.

Advantages and Pitfalls

Before presenting a proposal for a comprehensive MBO system
designed to meet the specific needs of AFIT, it is appropriate
to point out some of the potential advantages that you can

expect - as well as some cf the rpitfalls tn aveid. First,
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MBO offers a systematic, structured approach to identifying
those areas of performance that are most important to overall
organizational health and effectiveness. It can promote the
integration, coordination, and orchestration of activity
throughout the organization, thereby improving both effec~-
tiveness and efficiency and reducing the amount of marginally
productive, counterproductive, and misdirected effort. NMBO
can also promote increased motivation and commitment to the
organization's goals and objectives through its emphasis on
participative goal setting and accountability, as well as on
the linking of personal goals with those of the organization.
MBO's emphasis on clearly defined goals and objectives can
facilitate prioritization of actions for purposes of resource
allocation, and for adjusting operating plans and programs

as existing objectives are accomplished and new ones are
identified. Finally, MBO offers a more systematic and objective
means for assessing the performance, contribution, and
initiative of individuals in the organization and for identi-
fying those persons capable of accepting increased responsi-
bility. Equally important, it can help the supervisor identify
individuals who require additional professional development,

guidance, education, or training. That's the good news.

The bad news is that, while MBO (when properly designed and
implemented) has significant potential for improving organiza-
tional effectiveness; efficiency, and c¢verall corporate health,

the rocad to a successful MBO program is marked with a number

o




of potential pitfalls. Perhaps the most commonly encountered
problem is the lack of genuine and active interest by top
management. When the involvement of senior individuals is
relatively superficial or when MBO is installed because it

is seen as fashionable or politically expedient, positive
results tend to be rather cosmetic and transitory at best.
Under such circumstances, MBO is often perceived of as just
another irritant to be tolerated until the next in a con-
tinuing string of management fads replaces it. The moral of
the story here is that if you're not committed to MBO as a
basic style and system of management, don't waste your time
with it...or the time of subordinate managers who are already
busy enough (though not necessarily on truly important matters!).
Problems can also emerge when the mechanics, but not the under-
lying value system and philosophy, of MBO are adopted. Estab-
lishing clearly stated and verifiable objectives is a worth-
while goal for any organization. However, when objectives are
set without the participation of those individuals who will

be held responsible and accountable for their accomplishment,
this process is not MBO. MBO is particularly effective with
individuals who are inherently self-motivated and have a high
need for achievement and autonomy. Consequently, when an

"MBO" program is installed primarily as a "club" to increase
external control by supervisors, you are not really imple-
menting MBO. In certain situations, e.g., when you are dealing

with people who are not very self-motivated and self-directed,
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tight external control and close supervision are indeed
warranted and necessary. The point is that external control
and direction are not inherently bad - they're just not MBO.
It should be apparent then, that MBO is not a panacea or
some magical management elixir that is equally effective in
curing all organizational ailments (despite what some
managerial medicine men may pitch). 1In some cases, MBO is

simply the wrong prescription.

An overemphasis on "quantifiable" goals and objectives can
also be a problem. It is important that goals be verifiable.
However, when this point is overemphasized, there tends to

be a corresponding overemphasis on those objectives which

can be easily quantified and measured. When this occurs,
there is typically an excessive or myopic focus on organiza-
tional efficiency and an inadequate emphases on organizational

effectiveness. For example, the university which assesses

its health by looking only at measures such as numbers of
students, numbers of graduates, student/teacher ratios,
percent of capacity, and the like is focusing on efficiency.
Ideally, there should be a balance between the emphasis on
these issues and performance criteria such as the quality of
the education provided, e.g., its relevance, currency, and
comprehensiveness. While measures of effectiveness are often
more difficult to define in strictly quantifiable terms, they
are often more impcrtant indicators than are the efficiency

indicators.
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Another very common problem with MBO systems is that they
are often embellished with unnecessarily elaborate and
cumbersome reporting and control systems. Many otherwise
well designed MBO systems have literally suffocated under

the weight of their own paperwork. In such cases, the

system becomes pathological or cancerous in the sense that
people focus on "pencil-whipping" some report, rather than

on solving the actual problem the report is designated to
highlight. When this occurs, the system has degenerated

into an end in itself, rather than an efficient means to an
end. Keep the paperwork as simple and convenient as possible.
It should serve you - not vice versa. An MBO program can
increase, rather than decrease, the time pressure on involved
managers if it is simply added to everything else the manager
must already do. Ideally, a properly designed and implemented
MBO system should reduce time pressures by replacing rela-
tively inefficient and time consuming managerial activities
which focus on problems and issues that aren't really impor-
tant. Where MBO is installed properly (and the intent is

a truly comprehensive system), it becomes the basic system
and philosophy of management. Consequently, it is super-
£luous to refer to it as "our MBO program," suggesting that
it is scmething distinct from the basic management system.
When an MBO system has been properly installed and is fully
operational as an organizaticn's bLasic approach to manage-

men%, the label "MBO program” can be -~ and probably should

12«




be - dropped.

While MBO can be a practical and pragmatic approach to
management, it requires the manager to develop and use a set
of skills whiéh many have never been required to develop and
employ before. Contrary to what one might think, not all
managers - nor necessarily those occupying senior positions -
have developed the ability to recognize and establish truly
important performance objectives and to express these clearly
and concisely. Further, MBO (when properly implemented)
incorporates a less directive, more supportive style of
supervision. The supervisor's role becomes one of helping
subordinates define verifiable objectives and then supporting
them by fecilitating their efforts to accomplish those goals.
This style of supportive supervision, with the emphasis on
delegation, does not necessarily come easily or naturally

to many managers. It is in many respects a more difficult
and demanding style of supervision, requiring a good deal

of maturity and sensitivity on the part of the supervisor.

It is cften very uncomfortable and frustrating for super-
visors who have high neels for achievement, autonomy, and,

in particular, power.

It should be recognized that many people may perceive MBO as
threaten.ng. While it provides individuals with improved
opportunities for increasing the control over their own task

environment and organizational destiny, it also holds them




accountable for their actions...and their inactions. Both
success and failure are highlighted. Under MBO, showinc up
for work on time, keeping busy for eight hours, and being
perceived as a "good guy," are no longer good enouch. For
those individuals who, for a variety of reasons, prefer rela-
tive anonymity within the organization, MBO provides a rather
unwelcome spotlight on their activities (or, more to the point,
their inactivities). This perceived threat can be an imper-
tant element of resistance to implementing a comprehensive

MPO program and should not be underestimated.

One of the most common pitfalls encountered on the road to
a successful MBO system is attempting to prematurely begin
the process of setting goals and objectives without first
insuring: (1) Everyone concerned understands the basic con-
cepts and philosophy of MBO, and (2) Experienced managers
have developed (or are developing) the skills to recognize
and clearly express key performance objectives. Attempting
to implement MBO without an appropriate education program
often spells defeat for the program before it ever really
has a charce to get off the ground. Education is a key -
if not critical - ingredient to successfully implementing

MEO.

Finally, in anticipation of the potential benefits, there
seems to be a tendency for organizations contemplatina the

installation of MBO to want to iump right into the process
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of setting goals and objectives without first going through
the prerequisite steps of defining the basic mission state-
ment and associated key result areas. Experience (on the
part of the author and other MBO consultants) has repeatedly
demonstrated that most people in an organization simply do
not hold consistent views on either the basic mission or the
key areas of performance critical tc the success of that
mission. You cannot assume that these are self-evident or
that everyone sees things as you do. Attempting to set
goals and objectives without common understanding of the
mission and key result areas is an invitation to failure of
the effort. Similarly, attempting to set organizational
gcals and objectives without some type of model or concep-

tual framework, based on the mission statement and deriva-

tive key result areas, is largely unproductive and ineffi-
cient. The process of setting goals and objectives should
not - and need not - be a loosely ccordinated random genera-
tion or brainstorming of ideas. Under a good MBO system,

goals and objectives are the product of systematically

establishing operationally defined performance criteria and
associated standards using a conceptual framework, derived

from the mission statement, as a guide.

Despite these potential pitfalls, the potential benefits of
MBO remain attractive. 1Its popularity stems from experience
which suggests that in the appropriate situation and when

properly designed and installed, it is a straightforward,
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common sense approach to management that gets results.

Definitions and Terms

At this point there may be some confusion about the "langquace
of MBO." What specifically is the distinction between a
"goal," an "objective,” a "target," "performance criteria,"
"performance standards," etc. These terms are commonly used
in the literature on MBO, often inconsistently. For example,
a number of writers use the terms "goal" and "objective"
synonymously, while others offer specific, albiet somewhat
arbitrary, distinctions. For purposes of clarity and inter-
nal consistency, the following definitions are used in this
proposal:

(1) Mission Statement: A clear and concise expression

of the primary purpose or purposes for which the organization
exists. The mission statement should describe what goods
and/or services are provided and for whom they are intended.
In other words, the mission statement should express what
need or requirement in the general social environment the
organization intends to serve.

(2) Key Result Area: An area of organizational activity

considered to be vital to successful accomplishment of the
organization's mission. Key result areas may include services
to be provided, functions to be accomplished (internally),

or markets/customers to be served.

{31 Perfcrmance Criterion: An operational definition

or scale of measurement used to assess some dimension cr
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characteristic condition of the organization which is con-
sidered important. In commercial enterprises, for example,
sales, profit, return on investment, growth, and net worth
are commeonly used performance criteria or dimensions along
which the health of the organization is assessed.

(4) Performance Standard: A value associated with a

particular performance criterion or measure that is con-
sidered (by the responsible manager or agency) as acceptable
or "good enough." For example, in organizations concerned
with production activities, product quality as measured in
unit rejection/failure rate is a common performance criterion.
If managerent considers a 2% rejection/failure rate as
acceptable, the 2% value is the performance standard.

(5) Goal/Okjective: Some desired condition of the

organization, as operationally defined by a particular per-
formance criterion, which is different from the current
state or value. Continuing the previous example, if the
rejection/failure rate is currently 5% (and the standard

is 2%), the goal/objective might be stated as: "To reduce
the rejection/failure rate to the 2% standard within six
months." The distinction between the term "goal" and
"objective" is generally a matter of semantics, often
rather arbitrarily defined in terms of scope or degree,

and (in the view of this writer) not really important. It
is perhaps more convenient to think of a particular desired

outccme or result as an objective to the individual manager
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directly or primarily responsible for that result and as a
goal to individuals subordinate to, or supporting, that
manager. In other words, objectives are accomplished at one
level to support goals at the (next) higher level. Con-
sequently, whether an outcome is defined as a goal or cobjec~
tive depends on the perspective from which it is being

examined.

With this brief introduction to the concept and philcsophy
of MBO as a foundation, the next section outlines the design
of a comprehensive MBO system tailored specifically to the
needs of AFIT. A more complete description of MBO is avail~-
able in the references included in the bibliography to this

report.
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SECTION II: A BLUEPRINT FOR MANAGEMENT BY OBJECTIVES IN AFIT

Design Considerations

While it is probably true that most organizations can profit
to some extent from a well designed and fproperly implemented
MBO system, there is no evidence to support the hypothesis

that there is one best wav to manage by objectives. On the

contrary, successful MBO systems are generally tailored to
meet the sprecific needs and characteristics of the organiza-
tion in which they are installed. In particular, a success-
ful MBO system should feel "comfortable” to management and

be consistent with their personal philosophy and style.

A fundamental premise in architecture states that "form
follows function.” Before you can properly design a systen,
you n2ed to have a clear understandinc of what you want that
system to do. As the architect of an MBO system, you need
to begin by asking and answering the question: ™Why install
MBO in this organization?"” "What do I want and expect this
system to do for me?" Answering this question takes some
open and honest reflection. If, for example, MBO is being
installed primarily in response to the direction and desire
of some higher level of management, i.e., it is principally
a political expedient, and is not being introduced because
the people involved are truly committed to MBO as a basic
system of management, then it is perhaps best that a rather

superficial system be designed to minimize the disruption

S
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and impact on the organization. On the other hand, if the
philosophy and concepts of MBO are truly compatible and con-
sistent with those of the individuals responsible for managing
an organization, then a more in-depth and comprehensive

design should be considered. In other words, you need to
decide whether you want MBO to simply "fill a square" - and
the realities of organizational life are such that some
squares need to be filled - or, alternatively, you want to
introduce MBO because it really does make sense to you as a

philesophy, process, and system of management.

In the previous section, it was suggested that MBO can, at’
least potentially, improve planning, coordination, control,
motivation, communication, and subordinate performance
evaluation and development. Yet, there is no requirement
that a particular MBO system attempt to attack all of these
targets of oppor:unity. Many MBO systems focus primarily
on planning, while others are implemented primarily for
performance evaluation. Further, there is no inherent
requirement that an MBO system permiate an organization.

A common design, particularly among organizations which are
initially somewhat skeptical about MBO, is to implement it
in only one division or, alternatively, down throuch only

one level of management until the system proves itself.

The design described in this section proposes a comprehensive

system designed to include planning, coordinaticn, control,
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performance evaluation, and other features outlined in
Section I: 'Ir proposes an Institute-wide intervention, from
top to bottom. If a less comprehensive system is desired,
then it is appropriate and necessary that this proposal be
modified accordingly. The principal purpose of the design
proposed here is to serve as a vehicle for discussion and a
mechanism for use in developing the final design of an AFIT

MBO/management system.

The Mission Statement

Ideally, the design process begins with the development of

a clear and concise statement of the mission or basic purpose
of AFIT. Contrary to what one might think, experience
suggests that many people in an organization simply do not
agree or hold consistent views on what the basic mission of
the organization is or on what it should be. Unless the
principal actors have a common understanding of the basic
purpose, i.e., the goods and services to be provided and the
specific markets to be served, it is generally a waste of
time to attempt to set oy define performance criteria,
standards, and related goals/objectives. (ASIDE: If you
are skeptical about this, ask your immediate subordinates to

independently write down their own interpretation of AFIT's

mission and then compare the results). You should not assume

that everyone shares the same view that you do.

In the view of many pecvle, the mission statement is, de facto,
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a piece of paper to blow the dust off of once a year to see
if what is actually being done bears any resemblance to what
someone once thought was supposed to be done. That fact is

that the mission of an organization, like any system, is what

that organization actually does, not necessarily what it says.

Considering this, the mission statement, to be of any real
value, needs to be a "living" document that continually
reflects how we see ourselves and how we want others to see
us. It is, or should be, an explicit statement of our cor-
porate value system. From an internal perspective, it is
probably true that the real value of the mission statement
lies as much in the process of its development, as in the
resulting product. A periodic comparison of notes can help
insure that everyone understands what business we are in.
Such interaction also often helps define what business we
should be in. For example, should AFIT continue in its
presently defined role and continue to serve its "traditicnal"
markets or, alternatively, should it move toward an expanded
role of the Air Force's single manager for education? While
questions such as this cannot and should not be considered
unilaterally by AFIT management, i.e., without interaction
with AU, ATC, and other concerned agencies, they do need to

be considered when reassessing the organization's mission.

Again ideally, AFIT's mission statement should be derived
from, and support, a current and realistic AU mission state-

men*. A current draft revisicn to ATCR 23-28, "Directory
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and Mission Directives of Air Training Command Organizations,"
outlines the mission of AU as follows:l

1. Prepare officers for command of, and staff duties in,
all types of Air Force organizations and joint com-
bined commands. s

2. Prepare selected noncommissioned officers to better
fulfill their leadership and management responsibili-
ties.

3. Provide education to meet Air Force requirements in
designated professional areas.

4. Conduct precommissioning programs at civilian educa-
tion institutions.

5. Assist in developing Air Force doctrine, concepts,
and strategy.

6. Conduct the liaison function for supporting special
Air Force programs and organizations.

AFIT's mission statement should reflect the manner in which it
prcposes to support and contribute to accomplishment of the
AU mission. The current mission, as stated in the 1978-1979
AFIT Catalog reads:

The mission of the Air Force Institute of Technology
is to plan, organize, conduct, and administer degree-
granting and continuing education programs in engi-
neering, systems and logistics, civil engineering,
management, medicine, and other fields at Wright-
Patterson Air Force Base (WPAFB) Ohio, at other
sites, and through contracts with civilian educa-
tional and health care institutions and industrial
organizations in response to United States Air Force
(USAF) and Department of Defense Requirements.

A well written mission statement should, at the very least,
reflect the important services AFIT intends to provide and

the markets or specific customers it intends to serve. As

1Furnished by AFIT/MET on 22 Aug 79
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a matter of flavor, it might also infer to the reader the
relative emphasis placed on various programs and activities
and the general manner in which services are to be provided.
In assessing the current and continuing validity of the
present mission statement, one needs to consider whether

(or not) it accurately reflects what we do...and to whom.

For example, are the research and consulting activities

conducted by AFIT important enough (in terms of resource
consumption, service to our customers, political significance,
etc.) to warrant their inclusion in the mission statement?

If so, the mission statement might be rewritten as:

The primary mission of the Air Force Institute of
Technology (AFIT) is to develop, conduct, and admin-
ister degree-granting and professional continuing
technical education programs in engineering, logis-
tics management, systems management, civil engineer-
ing, medicine, and other fields in support of Air
Force and Department of Defense (DOD) requirements.
In addition, AFIT conducts research and provides
both technical and managerial consulting services

to assist various Air Force and DOD agencies.

This alternative, while not offered as definitive, declares
that while our principal product is technical education,
accomplishing research and providing consulting services are
also important elements of our basic charter, elements which
are not totally ancillary to the educational role, and
elements for which it is entirely appropriate to acguire

and expend resources.

If properly constructed, the AFIT mission statement should:

1. 1Identify key services to be provided;
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2. Identify specific markets to be served;

3. Provide direction for developing more specific
mission statements for each principal organizational ele~
ment (e.g., CI, DE, EN, LS, etc.) and suggest the possible
need for organization redesign; and

4. Identify tﬁose key result areas in which effective
and efficient performance is particularly important to AFIT's

success and continued viability.

The Conceptual Framework

In Section I, it was suggested that design of an MBO system
for an organization should be based on a conceptual model of
that organization which provides a framework for identifying
key performance/result areas, associated performance criteria
and related standards, and, subsegquently, goals or objectives.
Attempting to set goals/objectives without the aid of such a
framework generally results in a good deal of wasted motion
and, at best, a set or collection of rather loosely related
goals, rather than a system of closely coordinated and
directed components. The basis for such a framework is the

mission statement.

One logical and important dimension for describing the nature
of any system is the output of that system to its environ-

ment, i.e., the products/services it provides in response to

the perceived demands of those markets or customers for which

the organization exists to serve. 1In the case of AFIT, the




proposed mission statement identifies three basic services:

(1) technical education, (2) research, and (3) consulting.

If the system designer assumes that the basic structure of
the organization is a given, then this structure (i.e.,
organizational elements) becomes a second important dimension
of the model. 1In this regard, it should be emphasized that
the complete structure of the organization includes not only
those officially designated schools, directorates, offices,
divisions, branches, detachments, and the like, but also
other important enfranchized groups such as the Institute
Council, the Commandant's Faculty Advisory Committee, and
the Faculty Senate. Each of these designated and enfran-
chized components of the AFIT structure is a candidate for
defining and accomplishing goals and objectives in support

of the basic mission.

Regardless of their respective missions, all organizations

must perform a number of critical functions/activities to

survive and remain viable. While the exact nature of the
activities composing these basic functions will vary between
organizations, each basic function must be accomplished to
some degree and in some fashion. Most organizational

scientists identify the following basic functions as critical:

1. Operations (Production)

The Operations or Production function includes all activities




directly related to converting input "raw materials" to

output goods and services. In the case of AFIT, this function
would include all activities related directly to educating
students, accomplishing research, and providing consulting
services. For example, course preparaticn, course presen-
tation, and student evaluation might be considered Operations/
Production activities because they are directly concerned
with converting students (the raw materials) into graduates
(output), i.e., these activities are directly concerned with
the process of equipping students with additional concepts,
techniques, skills, and application experiences. Similarly,
activities directly related to accomplishing research or
providing consulting services are also a part of AFIT's

Operations/Production function.

2. Support (Input-Output)

The Support function comprises all those tasks and activities
concerned with the procurement or acquisition of input raw
materials (e.g., students, research topics, consulting
requests, etc.) and the distribution of products/services
(e.g., graduates, research reports and briefings, consulting
reports, etc.). In AFIT, the Support function would include
activities related to marketing of our various programs and
services, identification of specific students to attend
courses and programs, distribution of research publications

and briefing the results of various research projects to




concerned individuals and agencies, and activities concerned

with the reassignment of graduates.

3. Maintenance
The maintenance ’function includes activities accomplished
to maintain the smooth and efficient operation of the organiza-
tion and in particular, to facilitate Operations/Production
activities. Important maintenance functions include person-
nel management (particularly the recruitment, assessment,
reward, and development of faculty and key staff), admini-
strative support, resource management, student operations,
facilities and equipment, library services, computer services,
etc. The development of operating policies and procedures
and the design of certain reward/incentive programs are also

commonly considered as maintenance activities.

4. Adaptation

This function encompasses all those activities concerned
with assessing the changing nature of the environment in
which the system operates (including general economic,
technological, social, political, legal, and educational
environmental conditions, as well as the changing character-
istics and requirements of customers, competitors, and
suppliers). 1In addition, this function includes activities
and tasks directed at developing and implementing plans to
either adapt the organization to changing environmental

ccnditions or to influence changes in the environment that
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complement the organization as it currently exists and
operates. For example, adaptation activities might include
the evalvation of our courses and curricula by students,
faculty, "client" agencies, and the AU Board of Visitors.
In addition, activities designed to assess the need for
new programs (e.g., Space Operations, Transportation, etc.)

and services are also a part of this function.

5. Management
The Management function is concerned, in general, with
decision and control processes. The activities accomplished
under this function focus on the coordination, regulation,
and general orchestration of all other activities. Manage-
ment activities are concerned with changes in the basic
mission, services, organizational structure, and priority of
resource allocation. They also include activities focusing
on conflict resolution, design of internal communication

and decision support (information flow) systems and super-

vision, motivation, and support of subordinates.

It should be evident that the degree of involvement in these
various functions will vary with the respective responsibili-
ties of specific units and individuals within the organiza-
tion. The Commandant, for example, is likely to spend the
majority of his time with management and adaptive activities.
Conversely, it is unlikely that he would spend much time with

the Operations function, i.e., in actually teaching, doing
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research, or consulting. An organizational element such as
Education Plans and Operations (ED) spends much of its time
involved with the Adaptive and Maintenance functions. How-
ever, the Director of this unit, as an individual, will
probably spend most of his time in management activities.
Individual faculty members will generally spend the majority
of their time in the Operations function, i.e., in teaching,
doing and directing research, and/or consulting. In short,
each unit in the organization and, more basically, each
individual within AFIT has a unique profile or distribution
with respect to the amount of time and emphasis devoted to

these respective functions.

Figure 1 illustrates a general conceptual model or framework
which integrates the basic services, structural components,
and functions of AFIT. This framework should not be inter-
preted as definitive or all-inclusive. It is offered as a
general guide to help identify important key result areas
and to facilitate the definition of associated performance
criteria, standards, and goals/objectives in a systematic
fashion. In addition, the framework can assist individuals
in clarifying, defining, and understanding how they relate
to one another with respect to certain functional activities
and services. From the parspective of individual organiza-
tional (structural) units, this three-dimensional matrix

"collapses" down to the two-dimensional framework illustrated
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in Figure 2. The entries in each cell of this matrix are
(conceptually) the performance criteria and associated
standards which that agency (or individual) proposes to

use in managing organizational performance in the key result
area defined by that cell. An empty cell sugcests that a
particular unit or person is not concerned or responsible
for that area. However, ideally, every cell in the matrix
should be the responsibility of at least one orcanizatioral
element. If cells exist for which no one has proposed per-
formance criteria and standards, this is an indication of an
important area which is simply not being manaced. The frame-
work of Figure 2 also provides a guide for the periodic

assessment and diagnosis of organizational health.

The Process

Ideally, the process of "operationalizing" this conceptual
model - putting the theory to practice - begins at AFIT's
strategic level with the Commandant/Vice Commandant proposing
a revised or reaffirmed mission statement to the AU Comman-
dant, based on recommendations provided by the AFIT (senior)
staff. This initial step is the foundation for everything
to follow and declares to managers at the next higher system
level the directions in which AFIT intends to move in the
near and far terms in support of the AU mission (and, in
turn, the missions of ATC, USAF, and DOD), With approval

of the mission statement by the AU Commander, the recommended
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conceptual framework can be developed/modified as appropri-
ate. Using the framework as a guide, and acain considering
the inputs and recommendations of the AFIT staff, the Com-
randant/Vice Commandant define those performance criteria
and associated standards which they propose to use - as
individuals - to assess AFIT's overall effectiveness and
efficiency. Then, using these stipulated criteria and stan-
dards to evaluate AFIT's current state of health, strategic
goals and objectives are proposed for those key result areas
in which performance is not currently up to par. After
indorsement by the AU corporate management, these criteria,
standards, and goals/objectives become the basis for reiter-
ation of the process at the tactical level, i.e., at the
school, directorate, and office level (AFIT senior staff
level). More specifically, the respective deans and direc-
tors, considering recommendations of their staffs, propose
performance criteria, standards, and goals/objectives to

support those of the Commandant/Vice Commandant.

This iterative process continues until (ideally) each faculty
and staff individual has been included. At the "lowest"
level in the hierarchy, each faculty/key staff member has
proposed to his supervisor (department chief, branch chief,
etc.) those goals/objectives which he or she intends to
accomplish in support of the goals/objectives to which the

superviscr has committed. This proposal, when accepted by




the supervisor, becomes the basis for employee evaluation
during the next rating cycle. The result of this process
is the linked hierarchy of goals/objectives illustrated in
Figure 3. Once the system has been completely installed,
it continues to operate with periodic reassessment of
organizational performance using the established criteria
and new/revised criteria and/or standards as they are pro-

posed.

Performance Contracting and Evaluation

An important and inherent feature of comprehensive MBO sys-
tems is that they offer a more objective basis for employvee
performance appraisal and reward. When a supervisor and
subordinate reach agreement on the objectives (initially
proposed by the subordinate) to be pursued by the subordinate
during the next rating period, they have, in effect, estab-
lished a contract. 1In this context, the subordinate agrees
to accomplish certain tasks and objectives for which he or
she will be given a specified consideration. As in any
contract, under an MBO "performance contract", the parties
involved agree on what services are to be provided by the
subordinate and what consideration or reward is to be given
by the supervisor for satisfactory performance. In other
words, under the proposed MBO system, the supervisor and
subordinate should agree (ideally) at the beginning of a

rating period what specific objectives must be accomplished
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and what level of performance on specified tasks is required,
for example, to get a "1" rating on the OER, to be recommended
for the Commandant's indorsement, to be recommended for pro-
! motion in academic rank, or, in the case cf civilians,
rewards such as Sustained Superior Performance, Quality Step
. Increase, or an Outstanding Performance Report. By knowing
ahead of time what level of performance and effort is
expected during the rating period for specific rewards and
consideration, each employee has (at least theoretically)

more control over his own "fate." At the same time, the

supervisor has a more objective basis for evaluation and
reward. Performance contracting is a popular feature of
many successful MBO systems because it is at least perceived
to minimize the distasteful "politics" commonly found in

more subjective approaches to performance appraisal.

In some MBO system designs, the supervisor and suktordinate
also agree at the time a subordinate becomes responsible

for a particular objective the frequency with which progress
will be reviewed with the supervisor. 1In all MBO systems,
general supervisor-subordinate progress reviews or "coaching
sessions" should be held at least quarterly during an annual
rating cycle to insure both parties are in agreement as to
where the subordinate stands with respect to his/her perform-
ance contract. O©f course, other progress reviews should be

held when required.
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The Management Information System

The design of any comprehensive management system should
include consideration of the information system required to
support managerial decision and control processes. A 0
management information system (MIS), in the broadest sense,
includes all those activities, processes, and technologies
concerned with the acquisition, storage, manipulation,
retrieval, and distribution of data/information required

by particular individuals within the organization. In most
MBO systems, the supporting MIS is manual, i.e., the primary
media for storage, retrieval, and distribution of information
is a simple, specially designed form.l Many such forms are
in use and readily available. For example, ATC Form 1275,
"Objective/Programming Status Report," included as Figure 4,
is used to support the ATC command MBO program. A somewhat
more convenient variation (locally developed) is illustrated
in Figure 5 (see both sides). Several examples of completed
"Management Objectives Guides" are included in Appendix A.

A single well-designed form is the only paperwork necessary
to support an efficient MBO system. This form provides a
convenient vehicle for describing the objective and its

relative importance, for planning the actions necessary to

lIn some more sophisticated systems, the MIS is automated
te vrovide computer-generated reports and analyses. This
feature is appropriate in those organizations where access
tou computer termirnals is convenient and evervone -

including tep manazcement - is comfortable with their use.
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accomplish the objective, for communicating current status
to other concerned individuals, for documenting completed

objectives, and for performance contracting with subordinates.

One important ingredient in the long term success of any MBO
system is the manner in which these forms or guides are pre-
pared and used. To reiterate a point emphasized in Section I,
the paperwork exists to serve the people - not the other way
around. The specific format and level of detail in which the
forms are prepared are considerations generally best left up
to each individual. For example, some objectives are rela-
tively straightforward and require little, if any, formal
planning. In such cases, there is no real need to develop

a time-phased management action plan. In other cases, e.g.,
the development of a new course or curriculum, a more detailed
plan, including time-phased milestones, etc., would probably
be necessary. However, since the primary purpose of the

form is to assist the individual responsible for completing
the objective, that person should determine the format and
level cf detail required. Also, there is no requirement

that forms be typed. 1In fact, one of the principal advan-
tages of thé objective guide illustrated in Figure 5 is that
it is designed to be completed either by hand or with a
typewriter ~ depending on the personal preference of the

user.

There is another point to emphasize about the management
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objective guide or MBO form. If properly designed, it

should be flexible enough to efficiently support the variety
of uses described in the foregoing discussion. In addition,
this form should permit the use of a number of other forms

or different types of correspondence (e.g., memos, background
papers, point papers, staff summary sheets, etc.) to be
reduced or eliminated. The MBO quide should not simply be
considered as another form to be added to the existing
inventory without at least considering it as a replacement

for others.

When the MBO system has been completely installed and is
operational, each individual should have a copy of active
MBO guides for which he/she is responsible and currently
under contract. The individual should also retain the
guides for objectives completed during the current perform-
ance rating period. In addition, forms for completed
objectives should, at the discretion of the individual, be
retained as long as they are useful for historical or
reference purposes. Each supervisor should also keep copies
of active MBO contract forms (objective guides) for each
subordinate, as well as forms for objectives completed by

the subordinate during his/her current rating period.

Periodically, usually not less than quarterly and as often
as necessary, each surervisor should insure that all sub-

ordinates have an opportunity to review progress on all
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objectives being pursued by the unit. This can be accom-
plished through a staff (progress review) meeting at which
individuals present the current status on objectives for
which they are responsible and answer any questions from their
associates. Alternatively, the supervisor might elect to
circulate a notebook containing updated management objective
guides for review by all subordinates. Such periodic reviews
are designed to promote internal communication and coordina-
tion and are an essential part of the MIS supporting the MBO

system.

Conclusion
It seems appropriate to conclude this section by reiterating
the point made at the beginning of this discussion: there

is no one best MBO system. The design recommendations

offered here should be modified, as necessary, to meet the
specific and changing needs of those managers the system is
intended to serve. In the next section, an example is pre-
sented to illustrate the application of some of the concepts
previously discussed and to suggest a general management
action plan for implementing the suggested comprehensive MBO

system in AFIT.
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SECTION III: IMPLEMENTING MBC IN AFIT

The final section of this report presents an example designed
to illustrate some of the concepts described in the preceeding
sections. The example describes éhe development of a manage-
ment objective and associated action plan to design and install
a comprehensive MBO system throughout AFIT. Because this
obkjective is "strategic" in nature, i.e., it will potentially
have a significant permanent effect on the organization as a
whole and its mission effectiveness, the Commandant is identi-
fied in this example as the individual having primary respon-

sibility for accomplishing the objective.

Example

Ideally, the process begins when the Commandant, using the
conceptual framework presented in Section II as a guide,
recognizes that the existence of a comprehensive management
system is important to AFIT's overall effectiveness and
efficiency in meeting the technical education, research, and
consulting needs of its people. At this point, a management
objective guide can be initiated to reflect this key result
area and performance criterion, as illustrated in Figure 6.
Note that the guide also reflects the Commandant's assess-

ment that such a comprehensive system of management does

not currently exist in AFIT. At this point then, the obiec-

tive guide identifies the Maragement function, in general,

as the key result area of interest. Tt also suggests that
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

Management Function -~ General

PERFORMANCE CRITERION NO.:

The existence of a comprehensive management system

1
Standard: Operational system installed throughout AFIT

-t
Frequen f Ass ent: Annually RTINS

OBJECTIVE NO.:

e e e
COMPLETION DATE: J RESPONSIBLE INDIVIDUAL: OFFICE: TELEPHONE:
Major General Ferald E. Cooke| AFIT/CC 52321

IN COORDINATION WITH:

BACKGROUND/JUSTIFICATION/SOURCES:

e ——
STATUS/COMMENTS :

1. (1 Sep 79) No comprehensive system of management currently exists|

APPRGVED BY: O!FTEE: BATE: '
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the Commandant will accept as one measure of satisfactory
performance in this key result area the existence of a
comprehensive management system designed to meet AFIT's

specific management needs.

As a result of his assessment, the Commandant has concluded
that AFIT's management is not currently up to par in the
sense that a comprehensive management system does not now
exist. As a result of this perceived deficiency, the
Commandant prescribes the objective shown in Figure 7. 1In
addition, other pertinent information has been included on

the form.

Once the objective has been stated in a clear, concise fashion,
a management action plan can be developed that is designed to
accomplish the objective within applicable resource constraints.
The proposed plan is briefly outlined on the reverse side of
the management objective guide as shown in Figure 8. The
action plan has been organized into two general phases. 1In
the System Design phase, an initial proposal/design (this
report) is developed and submitted to the Commandant for
review and comment. In this review, the Commandant determines
if the initial design is generally appropriate (e.g., whether
it is comprehensive and detailed enough or whether it is too
comprehensive and ambitious). The initial design is sub-
sequently modified, as necessary, to incorporate the reccm-

mendations cf the Commandant and the program is presented

A




MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

Management Function - General

PERFORMANCE CRITERION NO.:

The existence of a comprehensive management system

-

Standard: Operational system installed throughout AFIT

Lirequency of Assessment: Annually
OBJECTIVE NO.:

To design a comprehensive MBO system tailored to meet the specific

management needs of AFIT and corpletely install the system throughout

the crganization by April 1980

IN COORDINATION WITH:

. O A s N ==yl
COMPLETION DATE: J RESPONSIBLE INDIVIDUAL: OFFICE: TELEPHONE:
April 1980 Major General Gerald E. Cooke AFIT/CC 52321

AU/ED

IPIT Staff

BACKGROUND/JUSTIFICATION/SOURCES: This objective is intended to improve

AFIT's management and to support the AU and ATC MBO programs (AUR
25-1 and ATCP 25-4)

Resource People: Capt Stewart/LSS/54549

STATUS/COMMENTS:
1. (1 Sep 79) No comprehensive system of management currently exists.

;
APPROVED BY: i OFFICE: N | e
Lt Gen Stanley M. Umstead, Jr.
Figure 7 Au/cc
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to the AFIT staff for their review, comments, and questions.
It is important that the staff be given an adequate oppor-
tunity to become familiar with both the basic concepts of
MBO and the specific program being contemplated for AFIT.
The importance of this education and motivation step to the
overall success of the effort cannot be overemphasized.
Specifically, the senior staff people must clearly under-
stand the degree to which the Commandant is committed to
achieving this objective and what their respective roles/
responsibilities will be in designing and installing the

proposed MBO system.

With this baseline established, the Commandant and AFIT staff
work together to develop the final system design and the
associated plan for its installation. During the final
design, the AFIT mission statement is revised or reaffirmed,
with specific consideration being given to clearly stating
the services to be provided and the markets to be served.
Using this mission statement as a guide, a conceptual frame-
work is developed in detail to identify the key result areas
requiring specific management attention. The final system
design also includes consideration of the supporting manage-
ment information system to be used. Finally, the plan for

installing the system in AFIT is developed in detail.

The System Installation phase begins with a presentaticn

of the program to the faculty and staff. Because of the
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numkters of people involved, it will probably be necessary
to present the program individually to each school or
directorate. This initial presentation is followed by a
general education program in which each individual in the
organization is given the opportunity to become familiar
with the details of the program, how they will participate,
and how they can expect to be affected by the system. This
education program should include small group (department,

branch, etc.) question and answer sessions.

When the final system design has been completed, the
Commandant, with assistance of the AFIT staff, develops
performance criteria and associated standards which he pro-
poses toc use to assess corporate health at the strategic or
Institute level. Using these criteria and standards, the
Commandant assesses the current state of affairs and pro-
poses specific goals and objectives which collectively serve
to operationally define AFIT's course in the near and far
terms. This strategic program is then presented to AU/CC

by the Commandant.

With the indorsement of AFIT's corporate strategy by AU/CC,
the second iteration of the process begins. Using the
conceptual framework and the goals/objectives to which the
Commandant has committed the Institute as a guide, the AFIT
staff (deans, directors, etc.), assisted by inputs from

their respective staffs (i.e., their department chiefs,
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division chiefs, etc.), develop performance criteria and
standards which they will use to assess the effectiveness of
their organizations in supporting the AFIT mission in gen-
eral and the Commandant's objectives in particular. Aga:in,
these criteria and standards are applied to identify specific

goals/objectives.

This iterative process continues until each individual in the
organization has established a performance contract with his/
her supervisor concerning the goals/objectives to be accom-
plished. Essentially, this completes the initial installa-
tion of the system. At that time, each individual should
have a clearer understanding of where the Institute is heading
and what role he or she plays in that effort. In addition,
each iandividual chould also have a clearer understanding of
what the organization expects from him/her and, in turn, what
he/she can expect from the organization. Finally, if the
system has been properly designed and implemented, each
individual should truly believe that he/she has been given a
meaningful opportunity to influence the nature of his/her

own task environment and those activities for which he/she

will be held responsible and accountable.

Conclusion
This report has attempted to outline the basic conceots and
features of a comprerensive MBC system designed to meet the

specific needs of those individuals respconeible for managing
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AFIT's activities and for accomplishing AFIT's basic mission.
A central theme in this discussion is that there is no one
best way to manage in general, or manage by objectives in
particular. With this in mind, the principal objective of
this report is to serve as a catalyst to more conscious
reflection on the potential benefits and pitfalls of MBO as

a basic system of management. MBO is not a "cookbook"
approach to management or "management by the numbers."
However, when properly designed and installed, a compre-
hensive MBO system can assist otherwise competent, creative,

and motivated managers to get results.
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APPENDIY. A:

SAMPLE MANAGEMENT OBJECTIVE GUIDES




MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:
OPERATIONS FUNCTION - Graduate Education

PERFORMANCE CRITERION NO.:

Graduate Facilities Management Program =¢FM 5.51: ‘
| _Epergy Systems Analysis Course -

Environmental an

standard: Develop and present course —
F 2 '

PR | B
OBJECTIVE NO.: it

course to students in the Graduate Facilities Management Program, Class
|_29A and 798, (26 Mar - 1 Jun 79)

COMPLETION DATE: ] RESPONSIBLE INDIVIDUAL: OFFICE: TELEPHONE :
1 Jun 79 Capt Todd Stewart AFIT/LSGQ s4845

IN COORDINATION WITH: p

AAC asiewic (0] AFESC/DEB | Maj Pease/970Q=289% 1

LSGM Lt Col) Knipfer/55096 AFLC/DEV Lt Col Lee .

AFESC/DEV CoL,Schu;tz(QZQ-221h AFLC‘EEM Lt Col Bellan .

BACKGROUND/JUSTIFICATION/SOURCES:
FM 5.,51: Environmental and Energy Systems Analysis is a required course 2

§_for all 79A and 79B students in the Graduate Facilities Management Program.

-

STATUS/COMMENTS :

1, (25 Mar) Course preparation complete
(1 Jun) Course presentation complete

L 2o

o??fﬂi; K

' : ; L AFIT/LSGR 1 Mar 79
—37-—

APPROVED BY:

Lt Col). Engel

e
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

PERFORMANCE CRITERION NO.:

Standard:
Frggggngx of é§§g§§mgnt:

OBJECTIVE NO.:

e e e e
COMPLETION DATE: | RESPONSIBLE INDIVIDUAL:

OFFICE: TELEPHONE:

IN COORDINATION WITH:

H
BACKGROUND/JUSTIFICATION/SOURCES:

—
STATUS/COMMENTS :
Management action plan continued on reverse side

APP<OVED BY: DATE:

OFFICE:
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MANAGEMENT OBJECTIVE GUIDE
KEY RESULT AREA/GOAL NO.:
| ADAPTATION FUNCTION ~ Educanon € Wesearch, |
PERFORMANCE CRITERION NO.: B
Kevew) of 77 aoliuare. freclihea Nianagemesn
Crograly 7. (A g0 ) personnel af 17t A ot
/ ”~
| ALUINeerNg N Services Ceniler (AfFL 2,077/ 2] » |
Stand3drd: ﬁ/) //ﬁ/u
‘ Frequen f Asse / _*
OBJECTIVE NO.: .
0 wiait A W and discus) Cumen Ll dipleian |
. . . ’
of 77 daduall. freaziza Nanagenunl (20040
COMPLETION DATE: § RESPONSIBLE INDIVIDUAL: OFFICE: TELEPHONE:
22 Mar 79 | Capt Todd Stewart AFIT/L36Q |54845 |
‘,.1
IN COORDINATION WITH: |
(6GM | Lt G/ Knipfer ,
VEESC/DEM LGl Gianclolfy o
s
BACKGROUND/JUST IF ICATION/SOURCES .
r L S ’
00 L2 d. 7D cnddpd 77 (maduall [ 20 Nlanagenttty
’/ ’4’1 l/‘llll- lll/’/lll./' /4/1 7 & / =
1/1 L. 7/, O222/224 U T/
_‘1
g - |
STATUS/COMMENTS : .
Viad /% LINLLLITE AP A /Y- //{/ 79L N
[ D CLlaadO V] Ractar 17 Y 0 and Ly |
. l .
220, 2f TH1L At 7844 / QEeLNRQLLY Leleibd dUr prd-
gram os the 1980 (laco doath “on fmbet " Thuy it
Y /7 AL LV s (24 /'/I/ 47, N7
m # IWW?'
?%8)// D (. /7 r )4 LS
/{7 ’ 70 I/, ) 7/ (281 @237 1 7/ 47717) e
[ >
\ 22822, M.
APPRCVED BY: CEFIEE: SK;_‘!:
l Cof Edwards AFIT[SGR |/ Maa 79 |
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:
SUPPORT FUNCTION = Graduate Education Programs

PERFORMANCE CRITERION NO.:

In-processing and orientation of new graduate stude .:j.

et

ey

jStandard: Develop and conduct in-processing & orientation program for each |
Freguencv o ess . new class. __4

OBJECTIVE NO.:

v a ine

e

the Class of 1980, Graduate Management Programs

e e
COMPLETION DATE: | RESPONSIBLE INDIVIDUAL: OFFICE: TELEPHONE:
25 June 79 Captain Todd Stewart AFIT/LSGQ 54845
IN COORDINATION WITH:
LS Col Israelitt/55361 Academic Program Coordinators

LSA Capt Musselman/56357 AFIT/DPMUM| TSgt Michels

: I t Chies AFIT/LSCO | Mr Lampe/56335 ﬂ"

BACKGROUND/JUSTIFICATION/SOURCES:

o

- 3 : : F

STATUS/COMMENTS :
1. Completed = 25 Jun 79
APPROVED 8Y: OFFICE: L
Col Lewis M iesraelitt " | AFIT/LS 1 Feb 79
)
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

PERFORMANCE CRITERION NO.:

/apEeéri0 : /. 714/)73;. 7 764 NVianaagené?y
DO ’lz, WM’”'W,"M " lI’/A N 774

Rade Cuil Engunenring Counte. (MG THAO1) , J

'S

. . /]
Uscandara: BastF cack claad of MGT-001 dubn The (ead/. |
Frequency of Assedspent:  Anp ua/ll/ g _ﬂ
OBJECTIVE NO.:
0 2, 117,
' (3 i/ 2 AA II ll 1747 ix (7} (7. L2084
RQ ) /l I ON 7/2€ 1777947797 (2t T/
A/[I 2dcd l/A,/ (LO7E/N40 Q0
!“4.‘1‘\/:‘ &
e e T e S e R
COMPLETION DATE: | RESPONSIBLE INDIVIDUAL: OFFICE: TELEPHONE:

/3 Jul 79 | Capt Toad Stewert  |AFIT/LSS | 54549

IN COORDINATION WITH:

(SM | [Y Cb/@aér
DEM f’n,nf Lolber /54

£52
i ]
BACKGROUND/JUSTIFICATION/SOURCES. Y./ WA enRTZ2.11) 77 L4 /
AQLnee /I //"/ field aidiend 17 L g/, 2y nes

2

/.Mu / A R InceRlid , 7027274 d //I I//

acive ity 24 si an Joxcolfent bopanlad /m
/'W/I’WWWMJI, ,

H
STATUS/COMMENTS :

{/ f . .
NLULTT U272 LI IdLL. ()
HLLAALL77A - AU OlAl. ARG o3 00 L2LREQ’ /24
/%4 ZLldd 7, W8l = '/ <’y (l'/ "

4

APPROVED BY: OF:ICE:

LFCol Knipfer AEIT LM | 1 Julk 79
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

| MAINTENANCE FUNCTION - FACUTY DEVELOPMENT |

PERFORMANCE CRITERION NO.:

Standard: ﬁéﬁa@f one. annuallv

7
beceouency of ascesenenc:  Ansuali sl
OBJECTIVE NO.: 4

COMPLETION DATE: ] RESPONSIBLE INDIVIDUAL: OFFICE TELEPHONE :
(5 A 77| Capt Todl Stouwar? AAIT/LS6G | 54845
IN COORDINATION WITH:

 LsG

LSGQ

mm - g 4

BACKGROUND/JUST IFICATION/ SOURCES:

" 11 14 72/14 0747 I TuxIDOOL ¢hCaNQGY,
1//11 paon’ w2 23 u.m,', 0 o4n Leans. d
- neaenz panli. - Towaed a Otneia oNBNQes: ‘

1eodly of Mandoement ]
STATUS/ COMMENTS :

rL_[/f_a:?lz)__amnf':/z.
/

APPROVED BY: OFFICE: . JoAE 1
Lt Gl Edwards AFITILSGQ | 15l T7 "
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DEPARITMENT OF 1HE AIR FORCE
Headguantons An Ganersiy (A 1C)
Maxwall ALK AL Vol

All REGULATION 25-1
11 October 1978

Management Engincering
MANAGEMENT BY OBJECTIVES (MBO) PLANNING

Hs regulation authoes procedures tor operating un Aig University (AU) MBO approach to planning. It applies
foall Au Uaiversaty commandants, commanders, and (as identified by the AU Chief of Staff) AU Headquarters

stall agenoies

L Qlyasns, AU planming i support of educational
Progranis will use aresults-onented approach in which
commandens will participate in determining how best

o rcach and waplement command goals. Anticipated .

benchns mclude better comdination of ¢ftorts, more
objective pedtoraiance apprasal, tiaed responsibility
tor speaibic obpectives, and - gieater understanding
betwein unis and stalls

2 : Lepng. MBQO, goals/key results arcas
(KRAs), objectives, game plans. and milestones are
detined i A LC Pamphicr 25-4

VoCuncept ol Qpetatigas. AU~ hools/units /staff
agencies will develop mcasurable objectives (see ATC
Pamphicr 25-4) commensuate with applicable ATC
and ALE goals as specificd i attachiment 1. They will
then develop 6=1% month nulestone plans 1o attain
those objectives. Fach objective and milestone pian
should be coordmated with the appropriate AU stali
agency/other school/base support activity to i sure
proposcd actions e fcasible and can be supported
where  ouiside nvolvement “is  necessary.  Alter
conrdiation. commanders/action officers will brief
the AU Commander  on imitial  objectives  with
approprite stall agencies in attendance. Therealter,
they  will sabmit an ATC  Form 1278,
Obyective/ Programming Status’ Report, quarterly 1o
AU/AC using the lormat described in attachment 2.
Ihe AT Commander may requite more frequent
updates  and  will advise reporting  agencics  as
HeLesNary

4 PRaliy MHBO progiams, when formalized and
belubored with paperwork reporting systems, tend to
hecome  oppressive. They tend not to be the
partcipative, sound plunning procedures which this
dgrcctive and ATC Pamphlet 25-4 hope to establish. By
design. the AV program implements the use of one
eatablished tovn:, ALC Form 1275, and advocates that

No ol Powted Pages §

OPR.ACM (Col Donald | Sandicr, AL EDM)
‘Approved by: Col Chanles 1 Powell
Distribuaon 1, X (ATC/ACM-1)

commanders not burden subordinutes with additional
forms and claborate coding systems. The program is
more  reasonably described as an approach 1o
management where managers at all levels have input to
objectives and (o procedures 10 attain those objectives.
Key to the AU philosophy 1s the need to fucus strongly
on a few quality objectives rather than cover many
objectives lightly. It will be the policy of the AU
Commander to review and approve the objectives in
direct support of ATC and AU goals/KRAs. Once
approved, these objectives are commitments for the 6-
to I18-month time period. Any alippage caused by
unforeseen cvents is reasonable, and AL policy \glu be
10 adjust milestone completion dates accordingly.
Target dates will not be considered (oo firm to change.
(Nothing in this directive should be construed to
suggest commundery may purauc no other lower level
goals/objectives or discontinue developing S-ycar
abjective plans as prescribed by existing
requirements.)

rganization |
uariers “-staff +

Together with their subordinate managers
and AU/ED. develop objectives and milestone plans
following the guidance in ATC Pymphlet 254 and this
regulation.

(2) Scek uppropriate staff and other organization
coordination and subsequent AU Commander
appraval for abjectives.

,(J) Provide AU/AC with a quarterly update
(Objective Report, ATC Form 1279) for cach AU/ CC
approved objective in support of ATC/AU goals.
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b. AU/ED will:

(1) Brct all managers, JAWATC Pamphlet 254,
paragraph 8, on the mechanics of the AU MBO
Program. :

(2) Provide all units with ATC/AU changed
goals/KRAs

(3) Upon request, assist  units  in staffing
milestone plans and in defining objectives and
measures of clfectiveness.

(4) Coordinate program changes (ATC Form
1275) quarterly or as requested by AU/AC for
cducanionally oriented objeciives.

I \
YANCEY G. SWEARINGEN, Captain, USAF
Chiet, Central Base Administration

ALIR 25-|

'8 AU/AC will serve as OPR for the reporting
aspect of the AU MHO planning ¢ltnrt and will:

(1) Receive, maintain und  display quarterly
updates (ATC Forms 1275)ina looscleat notechaok o
the AU Commander.

#(2) Obtain appropriate  stall/other  schoal
coordination on yuarerly updates prior o updating
the Commandcr's notchook.

& Coam lmplemented ATC Form 1275.

RAYMOND B. FURLONC
Licutenant General, LSAN
Commander

2 Attachments

I. ATC and AU Gouls/KRAs [

2. Objective/Progrumming  Stutus  Report (A 1TC
Form 1275) i
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AL 2491 At tachment |

ATE AND AU GOALS /KEY RESULTS AREAS (KRAs)

Ploe tobiowing, ATC poals/KRAS require results-oriented objectives by AU organi=-..
cat Lo o appropriate:s
Recralt qual ity peoplae
- oInerease teatoing effectiveness/ef{icleacy v
o B A
.t
Advancoe ATC as a pacesutter command uw-*auji

= lphancee AP read Iness

The dtollowing A poal s /KRAS require results-oriented objectives hy AU organi-

satlons as appropriate:

- PFroavide qnu}lly ufftvgru
= Conduct programs of substance in all courses
- Operate edacat foaa) pru}irnnu L 214 .fficiﬁl‘l!u;;;{——
Ubject bve Reparts tor obectives that can show measurable resulta in from 6 to

{8 months may be briel tn number (chree or four objectives).

Ob Ject lves supporting ATC and Al gouals may treat course material, methodology,
)

tacabty setectlon, Taculey development, wchool/unit organization, library

services, rescarveh products, scheduling, student and faculty identification
tor wart lme aupmentat fon, innovations in course development, program evaluation

technlques, tacalty-staflf /student ratios, personnel service, contract services,

hase suapport, cte. ATC and AU goals/KRAs are broad; resultant objectives and T
mlltestones need to he precine, i
4
%
N k
\ “
8
4
, -70-
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AUR 25-1 Attachment 2

INSTRUCTIONS FOR COMPLETING THE OBJECTIVE REPORT (ATC FORM 1275)

The ATC Form 1275 (attached) is to be used to report 8 summary of management

ncttons planned to accomplish your objective. The original of this report is

due to AU/AC NLT 1200 on the last Monday of every fiscal quarter, Make maximum

use of meantnglal abbreviations and attempt to limit your report to one page per

abject tve.

tem
!

2

Type In the command goal which the objective supports.
Statement of objective, including completion date. See ATC Pamphlet

29-4. (Keep statesent short.)
Y
Mate ohjective began. When changes are made to sn objective or game
A\
plan, show change nuaber in parenthesis following date, for example,

2 Dec 27 (€-1), N
1)

frovide oitice symbol, grade, name, and phone of action gfficerw:
i

charged with the responsibility for the objective. :
1

Nescript ton ol rﬁttonale which led to establishing this objecciﬂo.
)

(Why are we dotng te?) "
L
Short statement deacribing major actions requived. (Limit to key

words.) Support with major subactions if necgssaty. 8
Calendac year schedule of expected start and cowmpletion of milestones.
Une upper cane O (easy to type) and connect them with a8 solid line |
-=dotted line {ndicates a alippage. Empty circles show incomplete

act lon,

Conmment on reason for slippage, i€ eny, and managesent action;

required and being taken; mention briefinge planned, changes in

objectives, etc.




ATC PAMPHLET 25-4

MANAGEMENT ENGINEERING

ATC MANAGEMENT
BY OBJECTIVES

15 DECEMBER 1977

AIR TRAINING COMMAND
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Foreword

As the Commander of the multifaceted Air Training Command, | want 10 provide the Air Force
with high quality trained personnel at the least possible cost. In day-to-day operations we are tackling
this task pretty well, but the future will require the same or higher quality product with less dollars and
manpower. A way | sec 1o do this within our command is to imprave our management by using
vesults- -oriented management by objectives (MBO) in planning.

Each of you has a duty above and beyond just doing your job, and that unwritten charge is how
can | do 1t better?

Our first efforts at MBO are behind us and we learned a great deal of information 1o use as &
springboard for the revised MBO program. Phase Il of th: ATC MBO program will fallow the “Keep
it Simple and Short” principle.

What | want to know is what you are planning to do to meet our training standards and at the
same tme reduce costs. As | visit each of you | will seck the answer 10 these questions.

In keeping with the rencwed emphasis on ATC MBO, the adopted command goals cover the
spectrum of our miussion. Inherent in the nature of these goals is the fact that we will never reach them,
since they have no finiteness, and their standards are subject to change. Beneath the umbrella of these
goals, however, HQ ATC is working to make headway, within the relatively near term of 6 to 18
months, toward some quantfied objectives.

Following our Buck Stup philosophy, phase 1l will continue to encourage our ficld commanders
to operate autonomously (although they will be kept closer informed of hecadquarters ;0!“ and
objectives) and to determine the extent, depth, and formatting of the MBQ program thag will operate
in their umits.
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DEPARIMENI OF THE AIR FORCE
Headquariers Air Training Command
Randolph Air Force Base, Texas 78148

ATC PAMPHLET 25-4

15 December 1977

Management Enginesring

ATC MANAGEMENT BY OBJEGTIVES |

This pamphlet provides guidance for the conduct of the command managment by objectives program
It applics to all Headquarters ATC staff agencics, centers, wings, and separate operating activities.

Section A—General

EntrOdUCTION. « v v« v n oo tiay mnavie oce uinie alareinta o5 T R0 DeC O ety
Explanauon of Terms ....... Siskssctel eifersios blore miaketere

Section B—MBO In ATC

COVETRIL CONCEPT - -- < cvivinivis vlolae saie sisivisin $lsis s iee
Identifying Goals/ KRAS . ....oiviviinieiiienenn
ODNCCURVES . o oo o v oo sereho teti sersreles slstalielegssioeleto siisle
Formulating Milestones, Game Plan, and Action Plan ..
The Role of Participation. . ....ovevvenennonssnns
Education in MBO. . .........ciiiiiiiieinenenns
MBO Administration—Tracking and Reporting Results ........... erelSlsoreis et ts 00
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SECTION A—GENERAL

1. Introduction:

a. The Air Force of today and the future is faced
with the challenge of having to do more with less; the
answer 1o this challenge lies in betier management of
our tutal resources.

b. Management by obectives (MBO) is a manage-
ment philosophy that will provide us better manage-
ment. It is widely accepted 1n industry and in many
agencies of the Department of Deiense (DOD). MBO
is based on logi, simplicity, and proven
organizational principles.
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C. As used in ATC, MBO is not pure Druckerisin
but rather a management process that melds the ATC
Commander's personal management style with many
aspects of textbook MBO. This pamphiet builds upon
the Commander's idecas 1o give you a complets
package—everything you'll need to let Phase 11 MBO
wark for you.

2. Rxplgnation of Tagmg, The terms used in MBO

are defincd in many ways depending on the viewpoint
of the MBO author and the particular arca he wishes
to stress. For the purpose of the ATC MBO program
the following definitions should be used:

8. Mapagemens by Quieskives (MBQ). MBO is un
exfremely simple system of management that defines
& unit's objectives In its most important areas of
responsibility and it uses thes¢ objectives and the
cxpecied regulls as guides for maragement emphasis
in the unit. MBO consists of nothing more than
determining haw you ¢an perform your mission better
(in quantitative terms) and developing a road map or
game plun on how 0 get there,




b. Goals/Key Result Arcas (KRAs). In the AIC
MBO program these terms are  synonymous.
Goals; KRAs are brief | 10 3-word statements that
identily the most unportant arcas of your respon-
siblites where specilic results must be obtained. They
could, for lack of better terms, be called your
moncymakers, high resource use areas, or even the
“Killer ltems™ from recent management effectiveness
mspections. In a military orgamization, these goals are
stated at one level below the mission statement that
defines the overall dircction of the organization.

NOTE: Dectining your goals/ KR Ay 1s an intermediate
step between the organization's mission statement and
s statement of specific objectives.

c. Objectives. The specific objectives in the ATC
MBO program should be statements that define
achievable challenging results that transcend the day-
to-day accomplishinent of the unit's mission. (For
purposes of the ATC program most abjectives should
produce results in about 6 to 18 months.)

By nature, objcctives are part of the management
tunction of planning. In brief, what are you going to
do to pertorm your job better as defined by either a

1, pertormance, or schedule basis?

d. Game Plan, Milestones, Action Plan, and Plan
of Attack. The game plan is a set of actions/ac-
complishments that need to be followed to achieve the
objective. It is a road map that identifies stops that
must be made or tulfilled to successfully arrive at your
destinauion.

SECTION B—MBO IN ATC

3. Qverall Concept. The management market today
is  supersaturated with MBO techniques and
apphcations. Drucker's, Odiorne’'s, MecGregor's,
Moinssey's, c¢ic., concepts have been analyzed,
understood, misunderstood, applied, misapplied, and
reinterpreted.  But  there are common areas of
understanding and application which most MBO
managers agree upon.

F'o start with, MBO is a systematic method of
management that employs clearly defined and
realistic objectives which can be applied at any level of
managcment. Systematic means we've got a type ol
roadmap which shows how to get there from here
M nageaient means getting to our objective with
v ever resources (people, money, material, and

1) are avaniable. 1 he objectives themisclves refer to
the results expected—where we want 1o go. Meeting
an objective |s.lh¢ end product ol your efforts; this is
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what MBO s all about. Finally, we nced to stress
application to any level of mangement. The uni-
queness of MBO 15 its adaptability; it can work at any
level of an organization.

You may ask, “What's in it for rnc?"‘ATC MBO s
designed as a parallel management approach 1o
complement the more conventional management
process already in use today. It is intended to get you
out of the activity trap and into an objective oricnted
Process. In our program, your activitics arc a means
10 an end that improves some cost, performance, or
schedule arca. Let's look more closely at the benefits
you can expect from MBO.

8. First, you'll know exactly where your organiza-
tion is headed. Your objectives will be clearly defined.

b. Because you know the directicn that you want
10 go you'll have more ume for managing your daily
activiues and your unit's accomplishments. With
practice, you'll learn what it reaily megna Lo manage
resources.

g MBO lets you knaw where you stand in the
organization and how yoy fit intg the overall
command, center, or wing picture. As you implement
MBO, your particular job and respongibilities will be
clearly understaod.

As a participant in ATC's MBO program your
individual programs should include a determination
of what you are working toward, and what your game
Planis to arrive at it. We all have a mission (o perform
regardless of our level of work. Question yourselves,
*How can we do our job better, casicr, and more cost
ctfcctively? Planning and problem solving is what
ATC MBO is all about. Your MBO program should
not be used to duplicate existing duy-to-day manage-
ment systems, or Drucker's, Odiarne’s, or Morrissey's
philosophy. It is a complement to our more
conventional familiar management process, as it adds
focus and priority to your management activity.

As the commander or supervigor of an organization
about to implement MBO, you should review your
mission statement and those of your immediate
commander or supervisor. Each mission statement
defines the continuing purpose of an organization.
From the mission statement there should flow a list of
guais or key resuita—-phrases that identify broad task
arcas where specific results must be abtained.

To do this the series of steps in the nexi paragraphs
will aid in establishing a results producing program.

4. \Wdantfying Goals/KRAs, Having reviewed your
mission and functlon staternents and those of your
superiors. you are ready to identify goals/ KRAs.
..'75...
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fthere are, however, several charactenstics of KRAS
you should be faniliar with betore weiting your own
N RAs should:

4. Wenuly the most important areas of your
tesponsibility  scope the jobs of your organization,
concenttating  on arcas that produce the most

significant results. What are the most important
tunctions your unit performs? (In terms of resources
consumed:  tung, money, manpower, energy,
material.)

b. Be broad i scope.

c. Be long term in nature.

d. Be limited in number — start with two or three
pPrionty arcas.

e. Not nceessarily be measurable.

f. Lead 1o associated objectives which are
accomphishable — cach KR A should have one or more
objectives.

g Be pumarily within your hmits of authornity and
tesponsibility.

When writing your KRAs use only a few words,
avoid daction words (save verbs lor the objectives), and
do not indicate quantitics or tming.

At this pot in the A TC MBQO process you should
have a clear understanding of your mission and
tunction  statement  and  have completed  the
goal/ KRA definition step of the MBO process.
Arnval at this point has required that you (1) review
your miussion and tunction statements and those of an
cchelon or two above you; (2) identify within your
unit, those outputs which consume most of your
resources; and (3) write down the gouls/ KRAs you
denived through the above actions.

$. Objectives:

You are now ready to begin identilying specific
obgectives tor your unit. These objectives are the real
focus ot your MBO program and give purpose to your
organization’s activitics. I, howcever, you haven't
properly identlied the goals) KRAs from your
misston statement then you may miss the boat with
the objectives you develop. (You'll show results, but
not neeessanly in your high impact arcas.)

Objectives in our AIC progiam should be
determined from the goals and key mission areas.
Spectheally, plannming how you can do your job better,
acented toward some cost, performance, ar schedule
These objectives should: t1) provide planning
Lecton for your unit's work, (2) give guidelines (or

o M ENEY
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objectives, and (3) be tangible and accomplishable in
about 6 to 18 months.

The result of this siep in the MBO process is a st of
meaningful and realistic objectives. To accomplish
this you should know the mechanics of stating
objectives plus the requirements and characteristics of
writing good objectives. We will start with mechanicy
using the following guide to objective writing.
Objectives should contain the following:

&. 'An action phrase.

b. The desired result.

€. A date for gchigvement,

‘d.\ A priority,

For example:

To implement the HQ MBQ program through DCS
level by 31 Dec 77. (1)

To implement (action)

the HQ MBO program through PCS level (result)
by 31 Dec 77. (date)

(1) (priority)

Notice that the objective is =n action directed toward
achievirig a result by @ specific time and with the
highest priority (1).

Keeping this example in mind we can list thesc
regnirements of wniting objectives.
a. The state results to be achieved.
'». They are measurable—when, how much, how
many.
¢. T'hey are achievable.

Since correctly writien objectives are so important
to the success of your MBO program, the following
expand the characteristics of an objective.

IPacilis —Af objective should describe only one
result in & manner that there can be no ambiguity
about what 1y expected. Specify “what™ and “when.”
Objectives should contain only that information
necessary 1o understand them. Trying to put more
information into an abjective anly makes it lesy
precise

Dj@—measurement of results is the key to
success in an MBO program. If an outcome cannot be
measurcd, the degree of achievement will not be
known and the management chailenge will be lost.
You must know where you have been and when you
have reached your objective.

~§9 thuse who are directly concern-
ed (Le., the manager, his subordin tes. and hig
supervisor).  Acronyms or iechpical jargon  are
accentable if they are commonly used and understood

wet whe. mapagers o formulaie ther planmnu76 by 2'' the persons involved.

————————-




hallenging, But Realistic  the status quo is not
acceptable cnough and must be improved upon. An
objective should never describe what is already being
achieved; 1t should motivate the manger to raise the
sights to new levels of accomplishment. It must be
realistic, an impossible-to-achieve objective generates
frustration.

Result-orlented —focus on results, not activities.

Significant—an objcctive should define a result
which 1s meaningful and important to the organiza-
ton. Detining objectives in relatively insignificant
arca wastes ume, blurs the focus on the more
mpottant  arcas, and unnecessarily swamps the
system.

Singular responsibllity —one person with sufficient
authority must be responsible for and capable of
achicving an objective. Avoid dual responsibility; if
tis 15 not possible, establish a working group to
complete the objective.

Consistent with available resources—ways must
be found to do the job better with less, not more
fcsources.

" loritized-— 1o provide a basis for choosing amon
) 8
1ands which compete for resources.

6. Formulating Milesiones, Game Pilgn, and
Action Plan:

The game plan is nothing more than a step-by-sicp
description of significant activities you will have to do
o reach your objectives. It's a road map or PERT
chart. I's the how, when, and who of activities that
lead 10 results. Each objective should have a game
plan and each step or milestone of that plan must be
carctully thought out to avoid problems in ac-
complishing your objective. Good planning naw can
avoid the embarrassment of realizing later that there
IS N0 way to achieve your objective with the time or
resources you have available.

Game plans may be developed in a vaniety of ways.
One ol the more common techniques is to list the
required actions in a sequential or chronological
urder. Another technigue involves the use of a PERT
chart, where each step is dependent on successful
completion of the preceding step.

atter you have begun work on the game plan and
ostone activities, you lind stumbling blocks it is
wale to

4. Dewermine the cause of the variance.

ATCP 25-4 15 December 1977

b. Initiate corrective action which may take any of
the following forms: adjust timing, add mulestones,
add resources, and reevaluate the objective.

7. The Rale of Rerticipation; . {

Most authors agree that participative management
plays a part in MBO. What these same authors
disagree on is the type, degree, and depth to which
workers should be involved in the objective setting
process.

Opinions, based on rescarch on the impact of
participation in the MBO process, have also been
divided. Social scientists indicate thai participative
management is not adaptable to all situations. Within
the ATC MBO program the process f establishing
goals, objectives, and game plans may employ cither
participative management or the top-down approach.

& Bducation la MRG; 3

One of the keys to success at implementing or
restarting an MBO program is an educational ¢ffort
that precedes or is concurrent with the implementa-
tion or modification of the system. Knowledge of
MBO a» a management philosaphy and how it shouid
be applied at your installation are important
obligations 10 meet before an attempy to apply the
concept gets started.

The education effort should autling the mechanics
of the MBO program for the key managers who are
expected to *work” it. The education need not be
¢xtensive, formal, or standardized, but all managers
expected to participate in the MBO program need to
be briefed on it.

bk okt gt

Results, The thrust of MB

results, not paperwork or additional reports on areas
that are alrcady tracked in day-to-day management.
in the ATC MBO program, if units have focused their
objectives on the goals/ KR As, tracking progress dogs
not demand a lot of different schedules and
statements. Wings, centers. and units will determine
their own reports system tailored to tracking progress
of their individual MBO programs. However. only in
exceptional circumstances should it be necessary (o
establish a new reparting element ar grganizational
line to track MBO progress. If it becomes necessary to
do so, that reparting element probably should have
been a part of the “normal™ management information
system in the first place. Therein would lic the
advantage of MBO in complementing rather than
supplementing “normal™ management.

- 7 ‘7...
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SECTION C—-CHECKLIST FOR IMPLEMEN-
TING MBO

10. Determine Your Goals/KRAs. Reccall that
these are short [, 2, or 3-word statements of
1esponsibility where specific results must be obtained:

a. ldenuly your organization’s roles and missions
(either from its tormal statement, regulations, or by
your analysis) or,

b. ldentily roles and mussions of your functional
unit, including those of your immediate superior.

¢. Using your assessment of roles and missions,
determine the goals/ KRAs that you would like to
unprove through quality enhancement or reduction in
use ol resources.

11. Set Objectives (determine the resuits (9 be
achleved): ;

a. On the basis of your goals/ KRAs identify the
specilic unprovements you wish to place in objective
form

b. Determine realistic and achievable (measurable)
targets tor completion of cach objective.

¢. Establish prionues for identified objectives,
deternune which ones should receive the greater
cmphasis.

d. Determine a means of measurement (costs,
performance, schedule) that will serve as an indicator
of sauisfuctory performance, or progress against cach
objective

Q

D. S. WEART, Colonel, USAF
Disector of Administration

¢. Write cuch objective in a manner that will allow
s use as an effective working tool.

The purpose of the ATC MBO program is to
achicve measurable results. Therefore, identify abjec-
lives which can b¢ completed in about a 6 to 18
months.

'ﬁ." Defermine the ‘major steps/ milestones necessary
10 achieve the end results identified in the objectives.
b. Determine the prioritics 10 be assigned 10 cach
major step of your plan.
¢. Rank order or chranologically list thq steps and
milestones necessary (0 achieve the objective.

When possible delegate the actual determination of
your game plan steps 1o those subordiqam who are
expected 10 carry them out. (These, in turn, may
become objectives for each relgted subardinate.)

13, Progress. You have now determined the goals of
your organization and focused on some spec_tf ic
objectives and results you would like to accomplish.
Your plan of attack will guide you along the way and
pravide you the necessary feedback (how goes it) on
progress toward results.

14, Comective Agtian. J( you cncounter stumbling
blocks take corrective action.

JOHN W. ROBERTS, General, USAF
Commander

-7 8=
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